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.0. Evaluation as =an add-on activity
1.1. Evaluation is frequently thought of as an add-on activity,

the institution has completed its work. The rationale for
tion as an add-on to operations proceeds this. way:
1.. First we planned our work on the basis of needs which

-were given to us a as' our responsibility to -meet.
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2. Then we created the process to accomplish our work.L7:---staff=-gcit-hirthoritation,--staft;and-lunds to--proteed-;,
-We -did --our- work.i_

after
evalua-

S. 'Now we must, pOrt -to our superiors _what--we-lave

and--- ask for:More_ subsidy_ so we can -,continue

grow.
_

and

--have_ w,-accomplished?=

1.2. As_ all add,on-eValliatitoti May be_usefui:(arid better than:no evalta-
tion -at all)but- the rationale--is_ fatilty -and_ the -ctinsequences, are

= hazardous, -Consider,--for eicample,---the-numerouSzexamplet-you_tan

think-of -Whereir ps.ugrara-afict-institutional_evaluation-never- occurs at 1._
alh -When :you, ask abOut evaluation, People -hanir-their-_-heads, look -Wist-
fully_ resolute-and-- re:ark,: -Well,- We're-going th de-that-
just as acme:as we-get the-time and the funds_ to do it.-_ We've been: so-'
busy-just operatinz-the7program we really_ haven't =lutd-a-vhance to get
started._ But we intend -to." _(Rustle of _papers.) "TottricnoW, I even _-__--

_

Made some notes ohltr-onCe.- Let's see.- -- _Maybe-_they've_been filed some-
where._ . =The hazard,_ of-course,

_ that the_five stage_

cited-above is iwholly -operational; _it does not include evaluation ex 7--

-cept, alas, asas -ait add -on, an afterthought Furthermore, personnel ccyn-
#-mitted to-operational stages that do not include evaluation, develop
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a growing sense of anxiety about wit'it they are accomplishing. If

this anxiety is not reduced by actually doing an evaluation, it in-.

creases until it becomes itself a barrier to evaluation. Since the

person does not really know what has been accomplished, the anxiety

becomes fear of what may be revealed by a true evaluation. Even when

such anxieties-cum-fears are groundless (as they usually are) they.de-

finitely inhibit the undertaking of an evalitation. What is usually

required to break-this liarrier is a crisis of some sort:

0-
1. an order from = a- superior ---

41

2. anew top administrator who wants to make it clear- that

he's not responsible for what went on before he took over,

requiring an evaluation Co stake out the grounds and goals

of his new administration

3. problems of such magnitude that- the survival of the opera-

tion -it_7.threatened- = _

4. an opportunity ,for the program to grow dramatically if a --case

can be made on the_ basis of past performance.

,z-

1.3. Evaluaeion as an add-on is largely summative; that is, -it is an activity

undertaken at some point to set forth what has happened and what has been

accomplished up to that point. It may be historical or sociological in

focus; it may be narrowly directed towards`management,_cost-benefit ra--

tios, completion studies or other aspects; or it may be comprehensive in

scope. An evaluation, however, is more than a summary of events or sta-

tistics; it is a careful= appraisal of events and statistics leading_ to

the formation of judgements respecting what has ha-pfened (good -bad, use-

ful-not useful, authorized-nor authorized) the identification of trends

and the elaboration of cattle-effect relationships. An ,evaluation seeks

the= why as well as the what and how of things, and may well include re-

commendations for- future action. =It is highly_-- y in nature, and

depends not only on records of events, happenings and statistids,
=

so on generally-accepted standards and criteria drawn from.: the professiOns.

COmparative studies_ maybe an important part of= an evaluation if the-per-7

sons concerned wish to:Inow- how the activity evaluated compares with-_:-

siMilat _activities- conducted elsewhere._



1.4. Emanative or add-On evaluations are generally carried out by per-
.

sons who=are- separate from-and neutral towards-the-activity evalu-

ated. Objectivity on the part of the evaluators is essential. If

the manager or staff of the activity conducts a summative evaluation,

there is conflict of interest, and the evaluation is suspect.

1.5. Emanative evaluations by separate and neutral persons ought to be

carriedout- periodically (at least every three years) on a planned

basis, not a mere add-on under-the stress of a crisis which may have

arisen, in part, because there were no periodic evaluations_to reveal

what is happening, why, and to provide considered courses of remedial

or developmental action,- on the basis bf accepted criteria.

1.6. Evaluation as a Function. of Institution-Building

If evaluation. s conceived of only as add-on,or summative, what does

the new institution or program do to find out what is happening, why,

and to makedecisions for.remediation- or development?- Does one have

to wait for a crisis, or for planned summative evaluation after a period

of 'operation? Is there -3 'rocess by -which the advantages of evaluation

can be continually ava5 Le during institutional development? The con -;--

cept of continuing-eval. ..ion in institution building is important. It

is, for example, an essential part of what has been called "systems de-
_

sign," a process that has evolved specifically to guide project and-in=

stitutional development: As such, evaluation becomes a function of in-_

stitution building itself, organic and integral to.development,- not add-
.

On_or sumniative. _In this context- evaluation is sometimes- called "forma7_
-

t i ' orj-i'deVelbrinental"--evaluation.

1.7. .Formative evaluation is a part of the process of institution building from
_ t --

the first Step, and continues as an vngoingactiliity for the life of the
-

_institution. It 'does not replace summative evaluation; which- should op-

cur- periodically, and which is. separateand neutral. Formative evalua,,

tion is carried on by the regular staff; it it not neutral and not sepa-

rate.- The people =who use formativei_eValuatiOn are committed to the -mis-

sion and objectives of the institution because they have participated in

their development; they are responsible for building the institution, its

programs and Services, and they are thus accountable for the consequences

.



of design, .strate& , programs, proceskes and ultimate achieve-

ment. Responsibility and accountability require formative evalua-

tion both for the self Interest and security-of the people in the

program, and for the survival of the institution itself.

Formative evaluation, viewed in this way, is a function of insti-

tution building. If employed as suggested, it can bring to insti-

tution building the validity and vitalitrihat_the emphadis on be,-

havioral objectives"-:has brought to teaching.in the past -few years.

Formative evaluation' in institution- building is creative, formative.

The ins titution being built is the _Oufzome of a_ complex, of creative

processes which derive their validity -- always = -from mission, objec-

tives, goals. This kind_ of evaluation-continually thtows inqui ry

respecting what is -going on back `to original questions:

What are we cOmmittecr to do? (miSSion,_objeCtives, goals)-

Why are we doing thete things? (Social needs rationale)

Hovi-best--can7=Wei--Accomplish Whit we_are_ committed st0=-do?

(Methdirocess) . _
-IS what is actually happening consonant with our mission,

objectives, goals? (Responsibility)'

Why _or7whYinot?_ (accountability)

decisions,-must -we -make now to improve the-__ ins t itu-

tion?- -Jecintinding,_deVelOpmetit,i building)

--__Inatitutional,Condepti--and Rapt onale
.

2.1. Formative or developmental-evaluation is organic and .integral to the

building (and operating) of the institution. Consequently, formative

evaluation begins with the conceptualizing of the institution or pro-

gram. In_conceptualizing the program a theoretical model is being

created; a prototype-of theiriatitution which will cote to be through-
,

successive stages of_ model_-la =useful. in making con-7-;

erete and realistic- the- conceptual abstractions of institution building,

and in -guiding the- developmentiof- the actual_ ind ti tution.

. The,general concepts that precede the formation of, the institution give

the answers- (or the direction= n which to "search -for answers) to such

basic questions as:



Why is the institution needed? -HoW were-these
needs determined? = =Are, they= valid?

What is the -authority for -theinstitution?
Wh6 is the institution tb sarvel
Where are the leathers; what is their condition

and situation?
What educational-- services -shall he provided?-

zHow'well _do-the servidet match- with the
needs?

,Who will develop these program servicee?-i_
How will the services`be brought to the learners?'
What outcomes- are expected?:

If you look-back-over these questions you will see that they con-
.

stitute an- outline"of, and rationale-for, the institutional concept.
The Institutional Model and Evaluation

. Giveh the ihstitutional concept and rationale for a new approach to
the edication of distant learners, including-the overall objectives
to be achieved, a model of the new institution can be projected. The

model must define the "universe" within which the institution exists.
All the elements which are nbw-part of reality must be present in the
model systei. In addition, as a response to the tensions inherent in
the acceptance of objectives, the model system must picture the dyna-
mics of activity, of movement, of things being done to achieve the ob-.
jectives, to reduce the tensions through successful achievement. Hen8e

the model- system has to introduce these new elements, activities, struc -
tures, meashresi, arrangements -=that are not _part of the present reall-
tieS. A model, system,- therefore, will include elements that are hovel-

---or Unique at :the model building: stage. These uniquenesses, as soon as
impletented in practice, become part Of the realities Of the System.,
-SO a-model-must cope -not only with _things as -they are, but also with

_

thinga:ae---they will-be.
A model system is also characterized by "subparts, or subsystems. The _-

subsystem (or submodel) must be-as viable to its purposes as the overall-
modeX system. Each -part of the system_and:subsystenis must be tested- for
validity in every way-known- befotehand _as well at during its operation.'
Any, system implies-a condition of eqUilibrium; that is,- given the don-
dition-s, the objectives, the forces- acting, the activities there should



.

be certain predictable outcomes. A change in any part of the

system- producfa change in the other-Parts of -the system.

Alas, Flo human nsystem-actually operates- so precisely.

There may be errors in- defining the "universe!' within which the

system operates = because of_ unknown or unperceived elements which

are not taken into accoua. There may be changes introduced un-

knowingly 'at some point so that adjustments to other parts of -the

siatem are not madePconcurrently. Predictability thus diminishes.

Reliability faiters. Validity fades.

2.6. That-is -why the 'm 'del system suggested here has a built-in forma-

tive evaluation or -sensing element. If feedback warns the insti-

tution builders of something unanticipated, _Of a failure at_ any

point, an immediate analysis-_of the system-model-in situ is cal-led

for: 111e- equilibrium- of the system-whichrmakes --it reliable, and

outcomes reasonably predictable, mus t be ireatored. Consequently

an evaluation 'scheme which only comes into being_ to measure effect

after institution building is an extravagance that human planners

who care about their work cannot afford. Even success', evaluated
.

after the fact, offers little enlightenment. Institution builders

use formatiye -revaluation tn analyze what is going on, almost day-
,

to-day, Make, decisions on the basis of -known realities, and continu-

ally develop and refine .the model system until it does achieve that
.

reasonable equilibrium that assures reliability and predictability.

Such an- evaluation does notfrequire control groups, since its purpose

is not comparis6n-!Ado _some- presunied -standard. However,. operation
-, __- _ __ . _ __ __,_____

_Of -t modelMoill e tl_venualy_ -produce-ors or standardsnorms
.

-which

danNbe -usecl_in- other-kinds,. of evaluation or as part of * periodic sum-,

-matiVea4Valuationt.-:_(2)-_- -, ,- - - -_

2.7: Wilding an institutional model - is_ therefore not a simple matter of,

putting together -a project according to a paitern or -template. It is
_ -

a creative effort to achieve the thrust and .counterthrust, the tension

and counter-tension, the actions and reactions that!'the model systems

hypothesize are needed to produce the results desired. And-since in--
stitution- Wilding _is _not carried on to prove or disprove the models,

but rather to make advances in human organization and activity towards



.

better education, in this case of distant learners, the burden of

the institution builders is to-work creatively with the system to
_

make it produde_what-is ,needed. Continuing- r value tive feedback

Will make that itind of development -possible,- and Will also contri-

bute to later summative_ evaluatiOn. (3)__ To present_ formative evalua-

tion as funition of -institution building it is necessary to pre-
_ --

sent a view of institution building. Hence the:-succeeding pages

have a dual- purpose: 1) a compact delineation of institution build-

ing as a process, and 2) an exposition of the role of formative eval-

uation within that process. While the presentation has general

validity; it id spec iiically focused_ on_ the problems inherent in

building a =correspondence or _independent study -ins titunon serving

_distant learners. (4)

A Conceptual Matrix *for Building the Correspondence_Institution

The matrix -presented_!on page 8 cites 'the various situation realities

that must be considered in-constructing and operating a correspon-
.

dence institution. Each of the realities is, in fact, a_- variable,

because In no specific place Or region, where such -a program is esta-

blished will-the situation -be exactly the same. _The matrix is useful

in modeling because (1) it i.dentifies all the elements that must be
_

dealt with, and -(2) it provides a way for builders to "select the

universe" that they wish to work within. For example, institution

builders may-wish :to-approach their test universe_ through_ the selec-

tion -oftion-of target populatibna, throUgh_a subject-__or content- focua, or

through some other The matrix enables thE
-

-builder-designer to_ odate the,approach that is closest -to his situa-

tion--that fita his resourcea, -the population,that he_ regularly -works

With, etc. He can Select-_the universe tnit7 is indigenous to him and
. _

_thereby apply the_ apedlal- taient _expertise, resources and experience

that- his -Situation loffert.
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2.10. The conceptual matrix suggested is not complete: Each institu-

tion builder may insert into the appropriate columns his mission,

objectives and the other items that describe his univeise, and.

delete what is inappropriate, to complete the conceptual matrix

for his own institution. Vertical columns should itemize all

the development concepts of the particular categories, spelle3

out in specifics. The first column (far left) will spell out

mission and objectives. Hence by starting with a specific qb-
_.

jective on the left, it is ,possible to follow laterally through

the succeeding columns to conceptualize _the model or systein that

is being built to achieve that objective. Of course it is not

possible to get the grand design on one sheet of paPer, as pre-

sented here. Laying out the entire model or design in detail,

unique. to a specific situation, may require.an entire wall in

your'office.

-- 2.11. Laying_ out the matrix may look like a poring chore. It

It's an exciting, intensive effort, for here before your eyes and

under your hands the-institution begins to come into being. The

matrix is dYnamit, not static. =It changes as your cOncepttializi-

tion matures-i. as the realitiet off_your universe are perceived or

altered, as Mission-and- objectives are_modified. If nothing else

the:tsatrik is useful as:a series-of-check lists; but it will be

more than -that if it is employed thoughtfety.

2.12. The conceptual matrik is nOt at this point a system, model or in-

Stitution.- The concepts'--fashioned in the matrix, hOweVer, are the
.

basic ingredients of the -next stepz; modeling, testing and operating.

The modeling- procesi suggetted here:consists of- three essential

elements-4 sYstesis'develOpment plan, an analysis of learner rolesi

.
,

and,a matrix for modeling.

2.13. Systems Development Plan. A systems = development plan merely ite-

mizes, in-appropriate sequential order, the. -major talk 'areas that

must be completed in working towards a model system.

Task 1. COncept

Task 2. Mission, objectives, goals

Task j._ Learner roles and needs

Task 4. ResoUrces required to achieve objectiveit

with learners
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Task 5. Communications media to be used

Task 6. Coordinations required

Task 7. Learner services

Task 8. Curriculum, courses, diplomas, degrees

Task 9. Continuing formative evaluation

Task 10. Staff required, regular- and ad hoc

Task 11. Organization and structure

Task 12. Software and hardware

Task 13.. Training, staff and learners

Task14.- Finance, fees and,budget (5)

The:Order- in_ Which tasks are taken -up is important. The aim of

a systems development plan is to go from the concepts and genera-
.

lizations of the conceptual matrix to quite specific plans that

will be needed in thilater stages, and to ensure that particular

tasks (such as organization and structure, or finance and budget-

ing)-are-not-tdatidered-until the-institution builders know in

considerable detail what the institution will be so that ,practi-.
-cal models that fit thei-requirements-can be produced.

Modeling to Fit Learner' Roles. To construct-a model, test and

,operate it as an institution; it is now necessary to conceive,

picture or visualize events as they are likely to occur in the uni-

- verse described by the conceptual matrix. The institution builder

"acts out" the events intellectually, and puts them on paper-as a

model of the institution and its-behaviori. Modeling is thus a test

of the Completeness and appropriateness of the concepts first sketch-
.

ily drawn together in the matrix. It's not unusual to find that con-
-,

.cepts which looked adequate are too fuzzy to act out; or that ideas

which seemed realistic, at the conceptual' level are at odds with cer-
,

'lama reslities of the universe 4h:ierh are Unchangeable givens in the

situation ;_or__ thatsome __concepts are in-conflict with others. Hence

modeling tests and improves'the validity of-the concepts upon which

the institution .is built. This is formative evaluation at work fo-

cusing inquiry On concepts and processes,. and providing feedback to

the institution builder of what is complete, what works; what is

iticomplete, what doesn't work; indicating voids in design and pro-

cess, signalling the neee..for decision making, modification or re-

design.



2.15. Seven Learner Roles. The focus of the correspondence institu-

tion- is on- the distant learner. If we look at the distant
. --

learner in his situation- with the purpose of achieving the

overall goals which have been stated on the matrix, we see that

there are seven identifiable roles which the learner plays in

relationship to the institution being built.

Role 1 - The learner is passive with respect to learn-

ing_becauge he thinks he is learned enough to

survive and Perceives no new, learning needs.

Role 2 - He is anxious because he thinks or fears that

maybe he doesn't know enough, and begins to

weigh whether and how he could learn general or

specific ,things that would meet his needs bet-

ter. His-needs are only vaguely perceived but

We it beginning todisplaygoal seeking-beha-.

viors.

Role 3 - -He casts about ',or leads which will put him in

touch with learning opportunities to satisfy

his needs in his situation. His 'needs are now

more sharply perceived, and are-being transmuted

into goals. Anxiety increases, particularly if

he fails to locate opportunity that is accessible

to him.

Role 4 - He acts on his goals, likes decisions among tae

possibilities open to him. He does something to

--enhance his learning, such as enroll in a learn-

ing program. Whatever- overt or covert action is

taken to initiate purposeful learning, goals con-

tinue to_undergo_modification. If the_ action

tsken is formal, goals are modified according to

institutions). prograis and accessibility. The

learner displays learning or knowledge, seeking

behaviors.



Role 5 - He_becomes a student in a specific prOgram.

He beginsjlearning.

Role 6 - He perSists (or does not persist)_in learn-

ing.

Role 7 - He reaches (or does not reach) his and/or

the institution's goals. Anxiety is reduced

if successful; increased if unsuccessful. Fur-

ther-goal modification:

These seven goals are cyclical. For example Ln-playing out Role

7, the learner whose needs and goals are in equilibrium will tease

formal learning and return to-Role 1. Or, if needs and goali are-

not in equilibrium, he will go back to Role 2 or 3. Similarly
= _

success=or failure (for whatever reason) in Roles_3, 4,_5 and 6

will push the learnerLahead to the [Una, role, or_willfotce him

back.to a_preceedingrole. Role 1 is characterized -bylpassivtty,

which,_ as needs are perceived and transmuted into goals, gradual-
--* -_---

ly_phases_knto activity, first through goal seeking behaviors,
- _

then through learning Or knowledge seeking behaviors. The extreme

dependency of_the_early_roles is replaced (if the learning is suc-

cessful and the institution's gp,als are met) by growing autonomy

and independence in the later roles. If the cycle of roles descri-
:

bed above_is reasonably accurate for most learners (differences in

Socio-economic, cultural and educational background, geographic and

situational circumstances naturally affect role behaviors) then the

educational institution ought tofocus on these roles.

2.16. Institutional modeling has generally focused on institutional roles,

not on learner toles. If the institution has the mission simply of
- :

teaching learners who are required to attend school (the source of

most of our. concepts of teaching, learning and the institutional mo-
.

dels that have,evolved) the number and nature of learner roles per-

ceived is somewhat different. Here the institution builder starts

with the'learner as a given. He works out a model according.to what

the institution has to do fiom that point Oh, with captive learners.

There is thus a tendency for the institution to become authoritarian,

to deal with the learner as a supplicant, to fashion objectives,

courses, and processes in the image of the institution.and_at its

convenience.
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2.17. The institution whZch seeks to encourage self-selected, non-
..

captive distant learners must develop its model on other con-
,

cepts and on the roles played by its learners. This is not an

easy task if the distant,learner program is a department or

division within an otherwise conventional institution. In such

cases the institution builder has to face pressures, and a cli-

mate of educational theory and operating practice, that may be

inimical to the concepts, purposes, roles and processes that he

is trying to model. Nevertheless the builder'of a correspon-

dence or other types of mediated program for distant, indepen-
.

dent learners.has.no real choice. _If -he Wants to- build -to serve

_thoselearnert,-ht must -be- prepared in his Modeling to deviate

from 7 the, conventional.

2.18. A Tentative Three -Stage Model. From the conceptual matrix, sy-

Stage:Ail.
(

stems development plan, and the analysis of learner roles a ten-

tative system model can =be -constructed to accomplish the purposes

in the universe, and with the populations and resources that have

been identified. The learner roles become the active focus of the

model; that is, the institution built around the actual roles
-

of its learners in order= that it will serve learners at every

stage of relationship and development. A model built around.learner

roles can be expressed in three.stages. The exact -number is im-
,

.

and- tL

long as-thesubsystems_accurately relate-to the learner

es that he plays. These stages are cyclical, but they

may be Shown as linear or branched if that is preferied.

Stage I

Examining 4
Certifying
Accrediting
Transfering-

Counselling
Goal Adjustment
EMployment

Publit Relations
Recruiting.
Counselling_

=Goa/ Setting
Enrollment.

aali [Learning
Instruction
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2.19. Stage I

A subsystem designed to reach and serve the

learner in- Role 1, in whiCh the learner is pas-

sive, _and assumes that he knows what is neces-

sary' to survive, -meet his needs and goals.

There is lack Of perception of the cotermin-

ous_relationship of ignorance and knowledge and

there is lack -of -goal= seeking and knowledge seek-

ing behaviors. The learner (or, from the point

view of the institution, the potential learner)

may be neutrarto_the institution or friendly or

hostile, but that he needs .a relationship to the

institution eor learning- is inconceivable, to him.

The subsystem to cope with= Rble ,1 == learners:

is -sometimes called _Public -Relations and- Recruit-
_

purpoSe-is--__ to --reach Itany__,Ro le-- 1

learners as possible, and help them-advance through

Roles'---2;- 3--zarid- 4. Although -Role -1-learners-quay

seem to rePresent an- undifferentiated mass of 'people,

the subsystemto reach and serve them must be disCr,-

minatory. Mass recruiting is generally unsatisfac-

tbry, as is mass Public Relations. The subsystem

must be rifled to reach those who are most likely

to:respond, to the opportunities-made -accessible.

COmmunications formatS must be of the kind to'-w' hich

such learners pay attention and respond. Although _

-
the range institutional and social goal may be

to encourage purposeful learning through an enroll-

ment in a.course, the Stage I enabling goal is mare

general: to get the person to examine situation,

needs and goals, and discover that continued learn-

ing- may contribute to the improvement of his and

society's well being.

Since it is well known that the more education

one has, the more one perceives continuing needs for

learning, the Stage I subsystem tends to build on

what educational experience or*awareness is already
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present among Role 1 learners.

Formative evaluation at this point focuses

on what happens, the successes and failures, of

-this stage of the, institution's model activity..

The institution builders ought to be able to esti--

mate how many Rble 1- learners must be reached in

order to get a yield of Role 2 learners, and so

on. Demographic data as well as program_data are

needed. Who is to-do these importafit,tasks, what

reports are needed, how often, and how they relate

to decision making all along the line must be dare-

fully built into the subsystems.

The Stage I subsystem will also reach-and serve

Role 2, 3 and-4-learners not-only as they result

from ,efforta_withAole=A-learners,-ut--_Also-becauae
_

-b

the model activity--will reachfperons_Already

Roles -J2 and 3.

_ "The subsystem hence will have specific enabl-

ing objectives to guide activities with Role 2, 3.

and 4 learners'. At some point the general public

relations and' recruitment type activities will be

replaced, for specific learners, with advising and

counseling activities. Here again the institution

buildef must be able to estimate the number of

learners in each role that will yield, through the

institution's model activities, the learners re-

quired in successive gtagea:so that the total sy-

stem-reining economically and academitally viable.

formative evaluation at each stagand substage will

analyse, pinpoiat and critique-in order to achieve

the necessary flow Of learners, and to generate the

demographic data that are needed in order to design

programs that-will work.

Stage II

AsUbsystem that works with a learner who has enrol-

led in the learning program; StageII,is composed

of two subsystems -to accommodate Role 5 and 6 learners.

Role 5 the learner begins learning or
does not begin

Role 6_- the-learner-persists or does not
_ persist:-
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Each of these substages is designed to atcommo-

date branching. Essentially, branchingjn'the

system loropoied ia- a reversal of ptbgtess to a

preVious learner role.-- _It is important to note

that if, for example, aatudent who has progressed

fromRole 4 to:Role:5 does not begin learning, (the

performance of-learning tasks and-the- submission of

-evidence ApiE learning) there may be-many'reasons, in-

_eluding a _decision just to drop the whole thing

Perhaps,- 10% of- theself_selectedvnen-eaptiVe:di67

tant_learnerarwho=prOgreasto _Role 5 (are enrolled-,.-

obtain-materiaIai-pay-feet= And exhibit

lniOnekingbehaviors)_ actuallyAnnot'begin. They-

Joranch out, An_effeet,befere starting. _Ten_Per7-

cent of an=enrollment-ls a high figure,,andl'both -for

theA.earnera:andr_the=institution it is_etinently

worth _while.-_to lhavet:a sUbSystem to cePe=With,thid
=

phenomenon.- taletlfer dia subsystem retrieves (i.e.,
.

reverses
.

the role regression) every learner or not

-- (it .won't)-the counseling -atthiSpeint-can be very

valuable in helpingTlearners and -in compiling data

that can be used to construct-profiles of-learnert

that will help assess and modify all the subsystems.

This is a function -of fertatiVe eValuation.

There_tay be-a-tendency as the systets are rou=

tinized_for a certain rigidity to dreep_iti; forman-

-agers_and _staff-people to shrug their, shoulders over

the non-start phenotenon because the learners who'do

progress through their reties- keep everybody busy.

Furthermore-,_the nature of most institutions- -and the

peoplewho staff them-=is to focus on_what appear to

be institutional successes rather than failures.

(Non starts do not necessarily represent failure,

but they may be categorized-as failures by an. unknow

ing public or higher institutional authority unless

the program people research the phenomenon, work at',

improvement, and have the evidence to avert a mis-
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reading of the raw, superficial statistics.)

This, again, is a.function of formative evalua-

tion.

The same observations maybe made_ about

learner branching in Role-6, persisting or not

persisting in learning. Research has generally

indicated that the learner-who actually begins is

more likely-to persist; that a learner-who per.,

sists through a-third-of a course -is more likely

to persist to the-half-way mark; that a learner
_

_who-Anstet the half -way mark is likely-to complete

_the:entire course. Ain, there are tut', causes

forlackroUperSistehcev-some=completely outside

thejiittitution's responsibilityisbut_iome_that

maybe directly,theresult6f=problems=that-have

their origin-in:theiihStructional system-itself.

FormatiVe evaluation Will probelearner pro-
,-

gress to_Moniter, what-is going-on, sort out learners-

who-cease-for reasons external to the:system,,and

.those who ate-hung up for:reasons that are the in-

stitution's responsibility-- Profiles -of learner
:

persistence in each COutSe are instituted and main-;

tained;- if a profile, --for example, _shows:that a sub-

stantial:proportion of learners in X course falter at

Lesson 7, this is_an unmistakable_ signal that sote-

thing_unantidipated is haPpening at-Lesson 7, What is

it? Why? What mu-st.be done-to correct the situation?

Who is responsible for modifying the lesson? For coun-

seling the learner÷ When Must all this be-done?

Formative evaluation feeds' information to decision

makers that will keep. the syatem in-reasonable equili-

brium: Note that the total system _(the stages and sub-

stages working together) are in effect a closed loop.

Each successive stage isAependent-for its success on

the-success of the-preceding'stage. For example, if

-there is -a- problem with Leston 7 in a course, and sub-

stantial attrition-occurs_ at=that peifit, the stages of

the system that are to -serve Completing learners are

endangered._ Learners in sufficient dimberSto support

the-later stages -do not -get that far.- ObjectiVe6



a

(both individual. learner-and-social-institutional)

--are. not achieved;'thes unit may appear to be over-

staffed; per unit costs escalate; a_budget crisis

may arise; the program may come up for review by

higher authorities. Formative evaluation is in-

I

tended.to signal-malfunctions early on, to pin-

point causes, and offer eviderice on-which deci-

sions

-

may be made for correction--befote a crisis

occurs. -

-If-rhere is no builtein formative evaluation

system to b_Used at a guide-in institutional de=

velopment,-the Mantger -freqUtntly--does not know-

=where to-look when--trouble octurs.Ail,he-knoWs-

Ailthat'learnerTand-social-institutional goals are

not, being met. -ln -a coMplexsystem_the-trouble-
,

could be-anywhere._, A-full blOwn cotprehentive,

summative evaluation by a neutral outsider is
,

time- consuming addexpensive.--The patient may

die-before the right diagnoSia And-treatment can

be determined.-,

2.21. -Stage_III-

A subsystem that- works_with learners in Role 7,

reaching or not reaching completion. Learners

close to cOmpletionApproaching final-eXams, wind-

ing up the -submission of allitarningexercises,

are likely to complete. rBut-solke_do riot; and some

who'dbcompleteare failures as a result of a poor

examination, poor_ ovetall_achievementlor other

causes. Learner_ failure- cannot be avoided-. There

are learners-who are lazy, -who fail to show requi-

siti piogress, who simply have failed to learn des-

pite effotts made by others-to-help them achieve suc-

cessfully. However, -self selected learners who have

persisted to dotpletion'have exhibited a high level

of motivation plus_ willingness to invest_energy
-

and resources -over a period of time. It would seem

unrealistic to-classify-themias'lazy; or uncoopera-

tiVe,_or lacking in resourcefulness, or even lacking
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in Capacity st the end of the course, in order to

explain failure. Such causes for failure should

have shown up earlier, been noted so that counsel-

ing and instruction could be modified accordingly,

in order that an unqualified learner does not; in

fact approach the final stages unless he has.reason-

ably good prospects for satisfactory completion. In

a well.designed course the risk of failure should di-

-minish as the learner progresses even though it can

never _be completely.eliminated. .Hence the final-exa-

minations fs' as much a test of the instructional sy-

stemss it.is of the,learnef.:_- =_'

Distant learners-face one examination-hazard that

deierVeS-careful=study. -Throughout:a eourse_of instruc7

tion, &Stant-learners generally-prepare_thei:r- lessons--_

in an-open bOok,- untiMed:format._ This-format workS-well,

preserves freedom of choice; and is essential for non -

captive- learners. _ftwever,'learners in-this mode-are

not prepared,for conventional- examinations that are

supervised, timed and exclude access to materials.

-Some distant learners -find, this switch of forMat-dis-
_

astrouslyUpsetting. Yet for quality control.and certi-

fiCation=accreditatida-reasens,-the institution -may re-

-quire conventional examinations., The system must there-'

fore anticipate the Problems and prepare the learner to

meet-them. -A mid course examination may be needed not

only to check progress but_chiefly to give the learner
t

experience in takinga_fihal examination ins different

format. Letsons_may be, designed to,give practice in some

Of the skills iMpertantii-n taking- examinations.

-Formative evaluation of the system and subsystems

will yield up.evIdence of'What going.on"

se that the managers as well as the learners are prepared

for eventualities and ready to make decisionti that will

improVe-performance and success.,

_But_even successful achievement -is not_the end. learn-

ingingit-continueds throughout life. With_ completion ,c1-any
--

part,-a neWoycle is ready_to begin. The-institution should--

not abandon the:sticcessfut learneranymere them it abandons
-
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learners who have regressed in.variouS roles through-

oht-the_proceis, The Subsystem must cope with learner

--and-societal-needs at-the end of a process as well as

at the beginning. Examination, certification,-accredi-

tation, transfer, continuation, counseling towards new

or continuing goals, employment--the*Se are some of the

activities that cluster when the Role.7 learner achieves*

closure. Since a substantial proportion of the enroll-
,.

ments of educational institutions is composed of pre-
,

viously Successful learners (the more you learn, the

more you want to learn) an adequate subsystem for cop-

ing with successful .learner needs is important tcithe.
. -

development of the institution.

2.22, The tentative -three -stage model_(syetem-andisubsystemsYshigested

aboVe-is not yet complete. system model is not complete unless-

it clearly indidates:

What is to be done

_Why

How the work is performed (the various systems

and subsystems in stages)

Who is responsible for what

When things are scheduled to take plaCe (sequence

or-Orderijncluding branching)

-11Anisms for sensing what-is actually happening

(continuous feedback analysis through formative

eviluation)

Check points, for monitoring and developmental deci-
.

sidn-making--

Participatory relationships with learneri, teachers,

counsellors, administration and others as neces-

ra

sary or desirable

2.23. The institution builder who'has progressed thisfar Can now begin

to flesh out his own model.. Fleshing out (supplying in detail all
0

that the model calls for)-is likely td be successful because of

the preliMinary work already_ accomplished. (6) Bringing together

the'results of previoUs stepS (conceptual matiix, systems develop-

ment, Of:learner:roles, And tentative three-stage model

with Subsystems). may _be*easier if a mcdelingimatrix is followed.

2.24.- Matrix for-Modeling-A-Correspondence Teaching and Learning Insti-

tution.- -kmatrix- as Sghide in fleshing; out.the modil is suggested
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2.25. When the planning model is fleshed out, each subsystem can -be
, itt

modeled. It is desirable-thit the institution builder carry out

this-step to test the completeness, accuracy'and viability of the-
.

total systems model. -, Following modeling, the systems and subsystems

should be piloted, tries out._lere the sensing mechanisms are also

tested, and the information yielded enables the institutional builder

to modify and improve the model where needed. Full operation fol-.

lows the piloting and modification. __

2.26. The steps in institution building suggested here may seem more com-

-plex:burdensome-and unwieldy than building the institution itself.

.Experience shows that they are not. -Ordinarily the theory and pric-
.

rice of institution-building is assimilated over a long period of-

time. Mere_a grand design has-been-compressed into a single presen-
_

tation, olhiefly as-a vehicle to convey-the place-and role of forma-

tive evaluation in,institution'building.

1.0.- Ends and Means,

Formative evalUation systems design, and all the other concepts and practices

discussed, are not ends -in themselves. They are only means towards those lar-
.

_ger institutional ends which animate social and institutional planners and

builders. 'Their chief-virtue-is-that-they continually remind builders of the

true ends of all,institution_building7-the improvement of the lives of -indivi-

clUals in society, and thereby the improvement of society itself.

3.1. Early on in this paper it was mentioned that in planning and build-

ing one hat to-cope-not only with Oat is present as a given in any

social or institutional-situation, but-also with.what one has built_

to amelOriate, meet needs. -The consequences of intervention (in an

individualvinstitutional Or social sense) are not always occurately

foreseen, no matter how carefully the model has been designed and

tested. Means which have, been emPloyed towards valid goals tend to

become goals themselves;-and valid goals when achieved tend to become

nieans by which other goals may be realized. John Dewey (7) noted-this

most forcefully in- pointing -out, "In the continuous temporal process

of organizing activities into a co-ordinated and co-ordinating unity,

a constituent activity is both an ends and a means: an end insofar-

as it is temporally and relatively a close; a means insofar as it pro-
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vides a condition to be, taken into account in further acti-

vity." He also reminds us that "No human activity operates in

a vacuum: it acts in the world and has materials upon which

and through which it_produces results. . . .That organization

which is the 'final'- value for each concrete situation of valua-

tion thus forms a part of the existential conditions that have

to be taken into account in further formation of desires and in-

terests or valuations."

3.2. in this paper formative evaluation has been suggested as a means

which will aid in the building of an institution,:a process by

which the manager can monitor the institution's development, and .

through which the consequences of intervention in the universe

Which comprises -the institution may-be more fully-and accurately

known.

3.3. All this is also implied in "MurPhy's Law" and its subsequent amen-

dments. Murphy's Law expresses the common man'sobservation of

how things work out in a complicated world: "If anything can go

wrong, it will." Apocryphal amendments to the law include, "If
*

anything can go WrongOt will, when and where you least expect it";

and, "If anything can go wrong, it will, not only when-and where you

least expect it, but-you will be the last to'knowl" The employment

of formative evaluation as a_function_of institution building may

help prevent the unwanted consequences which sometimes dog the acti,

vities of institution builders; and create an institution which gm-
..

hieves its purposes.
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Objective Function Criterta

1 1,4,7 1. Do courses selected and prO-
duced meet the needs of: INCE
participants? the nation?

APPENDIX

Measures

1. enrollment statistics
2. completion statistics
3. quality indices.(level of-partici-

pant performance)
4. participant follow up survey and

profile (continuing)
5. national needs and INCE poliqk,
6. field director survey (annual
-7. participant employment indice

(annual)

2. 'hat problems in-the-develop*
ment,-= use and application of

methodology have been_identi-
fied and solved through
search-and experiliental'stu-7

dies?

3. Is-the correspondence depart-
ment administered efficiently
in terms of its mission, ob-
jectives, and functions?

1. The identification ,of problems has-
been made a fixed responsibility of
some perion.

2. Time is allotted for a person or pet
sons to define problems, set up,for-
mai. studies,, gather data, formulate
hypothetical solutions, test validit_
and apply-solution.

3. Ad hot functional arrangementsinadd
with outside specialists for speci-
fic research, experimental, or pro-,
'blew solving activities.

4. Research, experimental and prOblem
solving studies have been reported
at professional conferences,and/or
have beeb published.

5. INCE specialists in correspondence_
study are sought4for consultation,-
advice,- leadership in a larger 46r
(regional, national, international).

6. Publications al reports_ go beyond
the descriptive to problem- elving
on a generalized and theoretical
basis for broader application.

7. Problems identified and studied do
not persist; or new studies are
undertaken to achieve solution.

1.
2.

3.

4.

5.

enrollment statistics

completion statistics
lesson load statistics
participant quality indices
collaboration with other related

departments as needed for use of
staff, resources
regular reporting



)bjective Function Criteria

4.. Does the correspondence in-
struction provided succeed

in:
a) motivating participants?

b) being relevant to partici-
pant situation goals, as-
pirations, problems?

c) communicating information,
process and content?

d) satisfying the needs of
participants and national

needs?

e) maintaining a quality
level at-least as high as

conventional instruction?
f) employing methods, tech-

niques, media and materi-
als that reach partici-
pants effectively, ie.,
give easy access and pro-
vide satisfactory feed-
back?

g) defining problems needing
study?

h) mobilizing INCE resources
from various units for
resourceful development
of materials, processes,
content?

i) applying instructional
know -how _effectively?

j) applying results of parti-

pation in professional
training and upgrading,
continuing education, in-
dependent learning, and
attendance at conferences
and meetings of a profes-

sional nature?

Measures

7. DevelopMent/growth according to
planned and systematic strategy and

implementation
. Productivity increasing proportional

with development phases I, II, III.

9. Cost of administration diminishing
proportional with development phases

I, II, III.
10. Quality control measures in force

and standardized.

11. Comprehensive evaluation in collabora
Lion with evaluation unit.at perio-
dic intervals for decision making

with respect to mission/objectives
and functional succesi/achieveinent.

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

11.

enrollment statistics (cumulative)
diOpout, failure statistics (cumula-
tive)-
revieW, inspection of all materials
maintenance of problem file for
correction of materials at-points

needed? Rem6val of obsolete elements

Development/haintenance/revision.en
regular schedule.
Materials, content,- approach, design
from participant situation and pro-

file analyses. (Continuing and

cumulative)
Training and upgrading programs for
instructors, others.
Training, upgrading for course

writers, developers.
Training, upgrading for field repre-
sentatives /director of centers, ad-

visers to participants.
Close study at periodic intervals of
time faCtors in feedback loops.
Spot checking at intervals of lessons

taught by instructors for' fairness,

accuracy, completeness, positive and

encouraging attitude, motivational

relevance.



Objective Function

5.

Criteria

Does the learning of the par-. 1.
ticipants: 2.
a) meet INCE quality levels 3.

at least as-well as con- 4.
ventional'mithods?

b) satisfy practical needs of
. participants for entry in- 5.

to job marketplace or job
upward mobility?

c) provide regular feedback.
to instructors and course-
developers/maintainers for 6.
the surveillance of over-
all goals, methods, ma-
terials, etc?

d) carry to the mastery level
for concepts, processes, 7.
information and skills
that are essential to
practical use and appli-
cation in life?

e) coordinate with other
learnings obtained else-
where so as to be rein-

,forcing and to contribute
to continuing learning
through whatever methods?

'f) indicate adequate and suc-
cessful use of communica- 10.
tions media and strong de-
pendence upon sense learn-
ing for development of
ability to abstract and
apply as necessary in job
performance? 11.

g) occur through access sy-
. stems designed to minimize

loss of time, reduce con- 12.
fusion, and emphasize 4 13.
practical usefulness of
learnings? 4.

Ii) yield to analysis so that
the range of individual 15.
successes and failures is
clearly visible to the in-
structor for individualiza-
tion of instruction, dif-- 6.
ferentiation of responses,
and clear and justifiable
identification of failure,
average and exceptionally
successful participants?

i) enable exceptionally suc-
cecsful students to be
singled out for congratu-
lation?

j)__ permit-analysis for learner
problems, leading to main-
tenance, revision and fut-

9.

Measures-

enrollment statistics
drop-out, failure statistics
examination/lesson statistics
compare quality level of partici-
pint achievements with other pro-
grams.

Survey of standard feedback of
participant attitude towards each
course, with demograikiardata (for
profile), problems, satisfaction/dis
satisfaction.

Follow up survey (annual) of success
of participant drop outs, failures--
re: entry/change in job market;
further learnings. Later re-assess-
ment of course taken--add to profile
Proportion of new enrollments that
are repeat-participants by:own.
choice.

Periodic (annual or bi-annual) sur-
vey of field directors re: effective-
ness of courses,.progress of studies
etc. (anonymous)

Periodic (annual or bi-annual) sur-
vey of instructors, course deve-
lopers of learning problems, effec-
tiveness of process, Materials and
usefulness of course (anonymous)
Identification of top 107. of partici-
pants in success, and special recog-
nition of, linked with profile, job
entry and upgrading data. (Promotion
public relations.) Suggestions for
improvement..

Survey of instructor lessons for
evidence of adaptation to individual
differences.
Stuay of lesson service--time/etc.

. Maintenance of problem file for re-
vision/development.
Definitions of problems in need of
study.

Evidence (attendance, writing, re-
porting) of professional development
gained-from attendance at conferences
and meetings.
Review panel for methods, materials.



Criteria

k) satisfy the expectations
as well as needs of parti-
cipants?

1) reflect the 'application
(in methods, materials,

processes) of knowledge of
how learning occurs?

Measures

Summary of measufes recommended:

1. Reports of

Statistics: enrollment, current &
completion, current &
dropouts, current & cu
lesson loads, current
exam loads, current &

2. Course Statistics Analysis
enrollment
completion
dropouts
lessons loads
exam loads

problems noted by participants
problems noted by instructors
problems noted by field directors
problems_ noted by supervisors

from above

cumulative
cumulative
mulative'

& cumulative
cumulative

Time Frame

satisfactory
unsatisfactory monthly,

(failed) with-semi-
annual and
annual sum-

_

.mary

(for'department,
director,publi-
city)

semi annual;
or annual

(for department, super-
visors, course developers
training and develop-
ment)

3. Methods/materials review panel(1 administrator-Chairman
or instructor
one course writer/deve

loper
one participant
one producer)

(use of data compiled in #2;
Recommendations? Actions on?

4. Identification of problems requiring
special study (ie., research-,-experimentation
piloting, etc.)

5. Field director survey
special problems
Assess meeting needs of students
suggestions for new courses, modification of old

annual
Review each course
every 2 or 3 years;
oftener if pro-
blems occur; less
frequent if course
proceeds with few
problems. Review
Panel thus looks
at 1/2 or 1/3 of
courses annually.

annual (for bud-
geting/planning)

annual



6. Participant Survey - continuing (part of each course enrollent; completed
at time of final exam; anonymous)

Probe:' problems
attitudes
satisfaction of needs
suggestions for improvement
practicality,
future plans for learning (..!..

personal data

7. ParticipantParticipant Follow-up Survey

(Probability sample only)
a) successful completers
b) unsuccessful completers

(compare)
c) drqpouts (add items getting

getting at why)

(Report to department chairMan)

repeat some of questions
in survey 6.

Present status:

employed in area
not employed in area
emplOyed in other area

8. Course revision/development panel 1 writer

1 supervisor
1 methods/technology
1 administrator (chairman)

9. Comparative Statistics Study

comparison of enrollment, persistence, success and
quality indices vis a vis correspondence instruc-
tion and other typesof instruction. Also (if
known) disposition/ie., what happens to participant
after course. :.employed?)
comparative unit costs (see #10)
-top 5%-10% of students by name for special congratu-

lations.

10. Productivity Survey
work output of department

and individual members of department
proportional cost (7.).of administration

teaching
materials/other costs

11. Comprehensive Evaluation
by Evaluation unit and correspondence instruction unit

one study annually
of completers, non-
completers for im-
provement-of in-
struction, courses,
revisions,_train-
ing,etc.
(ReporTio_
department
chairman)

annual; act on
-information from
other measurer;
prepare report
for planning, bud-
geting, training

annual
(for department
chairman, public
release)

annual-

cumulative com-
parison for trends

(for use in
publicity; plan-
ning and bud-
geting for deve-
loping decision
making quality
control
compare #9.

(to department
chairman)

every three years



12. Report of Feedback Time
a) center participants
b) mail, participants

13. Profile of Participants--different levels

, different courses

from continuing course survey data and
follow-up data

14. Instructor Survey (anonymous)

for problems
-suggestions
attitudes
new course ideas
etc.

15. Lesson Review Panel 1 administrator, chairman
2 instructors

(random sample 1 field representative
review) 1 part-time or former participant

or professional

16. Periodic staff meetings to discuss any of above,
reports of reading, conference, meetings, Tolley,
training, etc. . . .or periodic staff bulletin to
carry same function demonstrations.

(By department chairman and collaboration
of other specialists as needed, both, from
within and without the department.)

annual
to department chairman

note problems identi-
fied; action taken

annual

to department chairman

for use in development,
revision, planning,
methodology, materials,
training, report'rig

annual

to department chairman

for department chair-
man

training
planning, developMent

3 times/year with
sufficient time to
explore problems/
statistics, reports
in depth, discuss,
sense Atirection of
training needed.

Report of Assessment & Development, Dept. of Correspondence Instruction, INCE,

Caracas. C. A. Wedemeyer, 1973, pages 48-53.
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